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Abstract 
Strategic IT demand plays an important role in the success of a business. This process must be addressed at the strategic 
level by the board of directors and senior executives. This paper describes the results of an exploratory case study 
conducted to ascertain the status of strategic IT demand management in organizations. This case study indicates whether 
organizations have clear and well-defined processes and whether these processes are allocated the necessary resources, for 
example, whether demand interacts with the project portfolio, what use is made of this portfolio, and also what types of 
standards and methodologies are used for strategic IT demand management process. The results of the study provide a 
basis for the design of a global framework covering all three levels of the IT demand management process (strategic, 
tactical and operational), which we intend to use to design a methodology for strategic IT demand management. 
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1. Introduction 
Information technology (IT) nowadays plays a very important role in the success of a business in different 
organizations; it is and should be considered as a strategic element and should be an integral part of corporate 
governance [1]. This is the responsibility not only of IT managers, but also of the board of directors, executive 
management and senior executives [7]. 
There have been many attempts at improving IT governance over the years in order to promote satisfactory 
project completion. Companies have invested a lot of money to solve this problem, but have failed because 
they have focused on IT supply without taking into account business requirements. 
One of the problems facing boards of directors and financial managers is to establish how profitable IT 
project investments are. The major obstacle in this respect is that the strategic IT demand management 
process, which is part of corporate governance of IT [17], [15], [4] and a key process for business success, has 
been underrated. 
This can be attributed to the confusion of the concepts of corporate governance of IT [17], [15], [4] and IT 
management [13] until ISO standard 38500 [10] recently clarified the notions which are addressed at different 
levels of the hierarchical structure of an organization. Therefore, unless the two processes are perfectly 
coordinated, it is impossible to prioritize IT investments for maximum return. 
We have conducted a literature review of strategic IT demand management and have not found much 
literature dealing with this topic. The problem with this process is that there is no prescription defining 
processes and specifying the different activities, roles and responsibilities of senior executives that are 
responsible for strategic IT demand management in organizations. On this ground, we have conducted an 
exploratory study to learn more about what is happening in organizations. The objectives of this study were as 
follows: 
• Find out how important a role IT plays in organizations with a view to achieving business success. 
• Review and analyse the extent to which the concept of strategic IT demand management in organizations 
is recognized, established and accepted. 
• Determine the standards and methodologies that are currently used in organizations for strategic IT 
demand management. 
• Determine the impact of current interest in specific topics related to strategic IT demand management. In 
this case, we have included portfolio management and its use in organizations. 
 
This paper is organized as follows. Section 2 describes how the research was carried out taking into 
account the research methodology, the context of research and investigation related to the study. Section 3 
summarizes the results of the study concerning the importance of IT. Section 4 provides a classification of the 
study responses. Section 5 discusses the case study. Finally, we present the conclusions and future work in 
Section 6.  
2. Background 
2.1. Research method 
We used the case study method to conduct exploratory research in order to determine the current status of 
strategic IT demand management in organizations, because strategic IT demand management is considered as 
a new topic in the area of research [3]. This case study is considered as exploratory [21], [22] because we 
failed to locate many sources of information during the literature review of this topic. On this ground, we 
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decided to learn directly from the experience of board members, senior executives, IT professionals and 
business owners about how they manage strategic IT demand in their organizations. 
The research was carried out taking into account the case study protocol [16]. We used a combination of 
different data collection methods and techniques, primarily surveying, supported by other media, such as 
telephone interviews, email, social networks and the web. The survey included a series of questions exploring 
the reality of strategic IT demand management. 
In some cases, participants were contacted by telephone at their companies to find out whether they were 
available to participate voluntarily, and, if they were, they were then given the web link to complete the 
survey. In other cases, respondents were contacted via email indicating the web link for them to access and 
participate in the survey.  
2.2. Context 
The case study was designed to collect data and find out and understand how business owners, boards of 
directors, senior executives and IT professionals in different parts of the world manage IT demand at the 
strategic level. This case study was designed to cover a wide range of different organizations from all over the 
world. Members of professional organizations in different parts of the world were invited to participate in the 
study. The most important organizations are mentioned in the acknowledgments. The survey was written in 
two languagesǣ English and Spanish. The survey was available via a web link on a blog administered by one 
of the authors and was posted for a period of five months. 
2.3. Related work 
There are few studies related to this research topic. Most of the literature focuses on the corporate 
governance of IT, for which there are many frameworks in use by organizations. The best known are ITIL / 
ISO 2000, ISO 9000, COBIT, Software Engineering Institute Maturity Model (CMM & CMMI), IT Balanced 
Scorecard (BSC), Six Sigma, Prince 2, COSO ERM, PMI, PMBOK, TOGAF, each of which serve different 
purposes [11]. However, these are really frameworks for IT management with a focus on IT supply. 
Thomasen was one of the first researchers to address IT demand management [19], suggesting that each 
business is composed of a set of capabilities (processes, skills, technologies, products and relationships). This 
approach distinguishes three management levels, suggesting that organizations need to manage total demand 
at the strategic level, while acquiring new infrastructure, technology or skills. 
The Forrester framework for IT governance emphasizes three elements: organizational structure, processes 
and communication. It considers demand management as one of the processes, which it divides into three 
types: strategic demand, tactical demand and operational demand. 
Gerrard [14] identifies two important elements: IT governance strategy and IT governance operations. 
Within IT governance operations, he highlights demand governance as the primary business responsibility. 
In the absence of empirical studies, we have researched strategic IT demand management and the corporate 
governance of IT based on investigation by other authors [17], [15], [4] covering such topics as: 
• The importance of IT demand process management [6].  
• The importance of strategic IT demand management in achieving the objectives of business strategic 
planning [8].  
• Project prioritization as a key element in strategic it demand management [9].  
• IT, senior executives and board of directors contribute to the success of the business: implications for the 
demand process life cycle [7].    
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3. Exploratory results of the case study 
This section reports the results of the survey according to study objectives, different opinions elicited from 
professionals who have freely expressed their responses about the current situation of the organizations in 
which they work. A meticulous selection of surveys with the most representative data for the study resulted in 
130 surveys.  
3.1. Importance of the Role of IT 
Considerations of IT in the organization 
This section sets out the opinions of board members, senior executives, IT professionals and business 
owners [7] on the importance of the role of information technology (IT) or information systems (IS) in their 
organizations. The results of the research are shown in Table 1. 
Table 1. Importance of the role of IT / IS in your organization 
Function Respondents % 
A support function for operations 30 23% 
A business support function for solving problems related to IS / IT 37 28% 
A strategic business function whose operation is of concern to the board of directors and the 
general management 
61 47% 
Don’t know 2 2% 
Total 130 100% 
 
As shown in Table 1, 47 per cent of respondents say that IT plays the role of a strategic business function, 
whose current operation is of concern to the organization’s board of directors and general management. Of the 
respondents, 28 per cent believe that IT provides the business with support to solve problems related to IT / 
IS. On the other hand, 23 per cent of respondents state that IT plays a support role for business operations in 
the organization.  
3.2. Strategic IT Demand Management Process 
Strategic IT demand [2] commences with the business start-up, and IT demand always conforms to 
business needs. In order to keep IT objectives aligned with business objectives and ensure that they are 
achieved, business and IT processes must be clear and must be provided with the necessary resources to fulfil 
this purpose.  
Clear and defined processes to which the necessary resources are allocated to manage strategic business 
and IT demand 
We asked respondents whether their organizations have clear and defined processes which are allocated the 
necessary resources for business and strategic IT demand management. Table 2 shows the results. 
Table 2. Clear and defined processes which are allocated the necessary resources for strategic IT demand management 
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Clear and defined processes provided with the necessary resources Respondents % 
Yes 80 62% 
No 50 38% 
Total 130 100% 
Of the responses listed in Table 2, 62 per cent stated that there were clear and defined processes which 
were allocated the necessary resources for the business and strategic IT demand management process at their 
organizations. On the other hand, 38 per cent of respondents stated that there were no clear and defined 
processes to which the necessary resources were allocated for the business and strategic IT demand 
management process in their organizations.  
3.3. IT Portfolio Management 
IT portfolio management (ITPM) allows chief information officers (CIO) to track IT resources, determine 
which applications are used and measure the true cost of business initiatives [20]. This is the basis for a 
detailed analysis and decision making on managing business change initiatives in an organization. 
ITPM is then a coordinated collection of strategic processes and decisions that together enable the most 
efficient trade-off between organizational change and business interests. Effective portfolio management leads 
to processes and behaviours that can be successfully delivered through investments to carry through change in 
the organization [23]. For this reason, we need to know how senior executives are managing their portfolios in 
their organizations. 
Implementation of the process for project portfolio management 
The respondents who stated that their organizations have clear and defined processes which are allocated 
the necessary resources for strategic IT demand management process (62 per cent of total respondents, see 
Table 2, Question 2.2) were asked if their organization has implemented IT project portfolio management 
related to the demand management process. The responses are shown in Table 3. 
Table 3. Project portfolio implementation in organizations 
Project portfolio implementation Respondents % 
Implemented  61 61% 
Not implemented 39 39% 
Total 100 100% 
Table 3 shows that more than half (61 per cent) of respondents said that their organization had 
implemented project portfolio management. The other 39 per cent of the respondents (less than half) 
responded that the process for managing the project portfolio had not been implemented in their 
organizations. 
Use and exploitation of project portfolio 
We asked respondents how the project portfolio had been implemented in organizations where the IT 
project portfolio management process [20] was in place. The results are shown in Table 4. 
Respondents gave a wide range of responses, as listed in Table 4. Thirty-three per cent of respondents 
answered that the project portfolio is used for on-going project management and control and to control the 
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allocation of resources across the projects in their organizations. Another 28 per cent of respondents said that 
the project portfolio is used to determine whether the projects have produced the expected benefits, control 
the project investment life cycle and ascertain the generated business value. Also, another 26 per cent of 
respondents stated that the project portfolio is used to prioritize projects [9] that they have in the portfolio. 
Table 4. Usage and exploitation of the project portfolio in your organization 
Project portfolio use Respondents % 
To prioritize projects 16 26% 
To manage project investments 5 08% 
To establish all the projects under development and coordinate resources across projects 20 33% 
To find out whether the projects have produced the expected benefits through the connection with project 
investment life cycle application and monitoring and generated business value  
17 28% 
Other uses 3 5% 
Total 61 100% 
Types of portfolios used in organizations 
In organizations that have implemented the IT portfolio management process, we need to find out which 
other main portfolios that are closely related to business and IT demand management organizations use. The 
results are shown in Table 5.  
Table 5. Type of portfolios that organizations use 
Portfolio type Respondents % 
Idea/innovation portfolio 21 35% 
Project portfolio 45 75% 
Service portfolio 48 80% 
IT asset portfolio 18 30% 
IT application portfolio 30 50% 
IT HR portfolio 16 27% 
Customer portfolio 27 45% 
IT supplier portfolio 13 22% 
Total 60  
 
Table 5 shows the 60 responses to this question. The range of respondents’ preferred options was very 
wide. We have clustered responses into two halves.  
The results of the top half with indicators of over 50 per cent highlight the following findings: 80 per cent 
use the service portfolio, 75 per cent use the project portfolio and 50 per cent use the IT application portfolio. 
On the other hand, the bottom half with indicators of less than 50 per cent accounted for the following 
findings: 45 per cent have a customer portfolio, 35 per cent use an idea and innovation portfolio, 30 per cent 
have an IT asset portfolio, 27 per cent have an IT human resources portfolio and, finally, 22 per cent have an 
IT supplier portfolio.  
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3.4. Standards and methodologies used for strategic IT demand management 
Standards and methodologies are procedures or rules that are useful for practitioners or researchers to use 
as a set work method [5]. IT demand at the strategic level is one of the key processes in the corporate 
governance of IT for business success; we need to know what standards and methodologies are being used by 
the senior executives in organizations. The responses are shown in Fig. 1. 
 
Fig. 1. Standards and methodologies used for strategic IT demand management. 
 
The results shown in Fig. 1 for a total of 130 respondents are striking, because most respondents did not 
answer this survey question. Of the very few respondents that did answer, there were a wide range of 
responses:  
• 98 answers - Don’t know 
• 9 answers - IT Infrastructure Library (ITIL) [18] 
• 6 answers - Common sense 
• 6 answers - Other tools, such as MS Excel spread sheets, MS Project, ad-hoc methodologies 
• 4 answers - Organization’s proprietary methodology 
• 3 answers - Unknown strategic IT demand management 
• 2 answers - CobIT [12]. 
• 1 response - ISO 38500 [10]. 
4. Classification of the study 
The survey was administered openly to all kinds of organizations. It was completed by professionals from 
different countries on five continents all over the world. Participating organizations were private, 
governmental and non-profit companies, including small, medium-sized and large organizations. 
4.1. Classification of the study by type of organization and respondent position within the company 
The aim of the study completed by respondents at different organizations was to find out what types of 
organizations the respondents worked for and what positions they held at the time of survey taking. The 
results are illustrated in Figs. 2 and 3. 
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The chart in Fig. 2 shows that 78 per cent of the 130 respondents said they worked at private organizations. 
Another 15 per cent of the respondents were from government agencies. Only 7 per cent of respondents 
worked at non-profit organizations. 
 
Fig. 2. Classification by organization type.    Fig. 3. Classification by position. 
It follows from this finding that private organizations have a greater awareness of and more interest in 
learning about this research topic. On the other hand, there is a niche in governmental and non-profit 
organizations for investigating and implementing this management process.  
At this stage of the study, we attempted to classify the respondents who participated in the exploratory 
study of strategic IT demand management in organizations as members of the board of directors, senior 
executives, business owners and IT professionals. The most representative percentage of respondents for this 
study is shown in Figure 3, illustrating that IT professionals have a share of 28 per cent, business owners a 
share of 14 per cent, chief operating officers (COO) a share of 13 per cent, chief executive officers (CEO) and 
chief information officers (CIO) a share of 11 per cent each, board members a share of 8 per cent, whereas 
senior executives accounted for a negligible percentage. 
4.2. Classification of the study by geographic regions and countries 
At this stage of the study, we set out to order respondent participation by geographical area ranked by 
continental regions, the aim being to survey representatives from all continents.  
 
Fig. 4. Classification of the study by geographic regions.  Fig. 5. Classification of the study by countries. 
 
Participants who responded to the survey were grouped by geographic regions on a continental basis, as 
follows: Africa, Asia, Europe, the Americas (including North America, the Caribbean and South America) 
and Oceania. 
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Fig. 4 shows that most of the 130 respondents were based on the American continent with a 46 per cent 
share, followed by the European continent with 43 per cent. Respondents from the continents of Africa, Asia 
and Oceania had a lower rate of participation in this study. 
The classification of the study by countries is illustrated in Fig. 5, detailing the number of respondents by 
country. Most participants were from Spain (45 respondents), followed by Peru (34 respondents). 
5. Discussion 
Regarding the importance of the role of information technology in their organizations, 47 per cent of 
respondents stated that IT plays the role of a strategic business function, whose day-to-day operation is of 
concern to the board of directors and the general management of their organizations. 
Of the respondents, 38 per cent stated that their organization does not have clear and defined processes 
which are allocated the necessary resources for the business and strategic IT demand management process. 
Thirty-nine per cent of respondents that stated that there are clear and defined processes which are allocated 
the necessary resources in their organization claimed that project portfolio management processes, which are 
a key element for business and strategic IT demand management, have not been implemented. 
With respect to IT project portfolio use, 33 per cent of respondents said that the project portfolio is used 
for the management and control of on-going projects and to control the allocation of resources across the 
projects in their organizations. Another 28 per cent of respondents said that the IT project portfolio is used to 
determine whether the projects have produced the expected benefits and to control the project investment life 
cycle and ascertain the generated business value. Note that organizations use a variety of portfolios, for 
instance, 80 per cent use a service portfolio, 75 per cent use a project portfolio and 50 per cent use an IT 
application portfolio. 
It is surprising that 98 respondents did not answer the question regarding the use of standards and 
methodologies for strategic IT demand management, and the few who did provided very different responses. 
The standards or methodologies that they stated were used are really for operational management. Senior 
executives are clearly not using appropriate standards or methodologies, perhaps because there is a shortage 
of standards or methodologies for this management process.  
Companies that have taken part in this pilot study are mostly engaged in the IT industry based in different 
countries around the world, where most participants were from the continents of America and Europe and 
most respondents were from the countries of Spain and Peru. 
6. Conclusions and future works 
The most important conclusions of this study are as follows: 
 
• Most respondents say that IT plays a strategic business role in organizations whose operation is of 
concern to the board of directors and the CEO. 
• Strategic IT demand management is a concept that is not well known by senior executives and IT 
professionals, many of whom confuse the strategic level with the operational level of this management 
process. 
• There are many organizations that do not have clear and defined processes which are allocated the 
necessary resources for strategic IT demand management. 
• Most senior executives do not use standards or methodologies to manage strategic IT demand. 
We will use the findings of this exploratory case study for further research in this area. The priority 
research lines are: 
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• Design a framework for the entire IT demand management process. 
• Develop a methodology for strategic IT demand management. 
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